v . Lo o T TN , T~
g : ' DOCUMENT RESUME I
. . . . . . . . . ‘
ED 114 062 7 : o IR 002 686 ®
AUTHOR _ Z.Loury. Charles- And sthers o -
. TITLE . Report on’ the "Proposed Library Reorganlzatlon" .
INSTITUTION North Carolina Univ., Charlotte, J._uurrey Atkins
_ Library. ‘
PUB DATE Sep 75 , - . ‘. ,
NOTE © 2sp. - e
EDRS PRICE _ MF-$0.76 HC-$1.58 Plus Postage '
DESCRIPTORS Academic Rank (Professional); *Administrative:

Organization; *Library Administration; *Library
: Planning; Organizational Development; University

. : o L1brar1es . _
_ TDENTIFIERS *Part1c1pat1ve Hanagement . ’ - S
RN ABSTRACT' . ‘ o ' ’
2 ’ A proposed reorganization plan for. the J. Murrey -

Atk;ns Library of the University of North Carolina at Charlotte would
orgarize the library- in the collegial-'mold with two departments,:
.Public-Services and Technical Services. Within each department,
11brar1ans would form a faculty with emphasis on participatory
\ . management. Pecisions involving the activities of particular’ 11b§ary
v . units would be made with the participation of the support staff.
‘ working in "that area. To implement this scheme, a three- to
-”mw‘ twelve-month period of analysis and experimentation would be- , ‘
"+ conducted with staff members other than department heads acting as -
coordinators for reorganization. Through training sessions, staff
members would develop needed skills in management techniques; . - ST
communrication, and_decision-making. Detailed recommendations for
1mp1emeht1ng the scheme ate included. (Ruthor/PF)

. i

] /P e . ; ‘ 4 ,.
. » . . v . 1 M ; ' : ' »
SRR RS o R o ok K R R R o RO o K o o AR SR R Sk R K K koK SR R R R K
Documents acquired by ERIC include many informal unpublished | * -

%

* materials not available from other sources. ERIC makeq/every effort

* to obtain the best copy availaple. Nevertheless, items of marginal
_ * reproduﬁlblllty are often encountered and this affects the quality

~ * of the microfiche' agd hardcopy reproductlons ERIC makes avaiilable

%

*

*

*

responsible for the quality of the original document.”Reproductions

suppligd by.EDRS are the best ‘that can be made from the original.

*
*
*
*x.
via +he ERIC Documgat Reproduction Service  (EDRS). EDRS is not *
*
*
**********************************************************k***********




L

)
.
-

4

%86

w

”:{ OO.Q.
\

)

> ~
<& ’ ‘\: [;
‘_ ‘“’ b. ) . ) -
REPORT ON THE
"PROPOSED LIBRARY REORGANIZATIGN" = - . ¥
- v S

SUBCOMMITTEE TO CONSIDER REORGANfZAT»ION,

JOINT COMMITTEE OF THE EXECUTIVE COMMITTEE;

, ' . o ‘ R A )
LIBRARY FACULTY AND SUPPORT EMPLOYEES:ASSOCIATION .

.

Mg,

'Gwéen Bass-

Carole Beaty -

Patt® Burke

J

©”

*y

. A

OF THE

>
»

U.S. OEPARTMENT OF HEALTH, » . .
EOUCATION & WELFARE . .
NATIONAL INSTITUTE OF' . .
EOUCATION to. j -

TAIS DOCUMENT HAS BEEN REPRO Charles LOWI‘y .
DUCED EXACTLY AS RECEIVED FROM .
THE PERSON OR ORGANIZATION ORIGIN LaVerne Thompson : /
ATING IT POINTS OF VIEW OR OPINIONS : . .
STATED DO NOT NECESSARILY REPR Jenny Balley, Chairwoman
SENT OFF4CIAL NATIONAL INSTITUJE O
EDUCATIN POSITION OR POLICY
+ . [ N . L ]
N

{ - ’ ' N . . . /.
% : \ v »
¢ . . , g

‘ Y : /8

. o ‘ w ;{3 ‘ e o .
September7 1975 3 B / | A
. | ‘Q‘. w ' ¥

‘
B




g — . el et
' //’ — . a. \

- ' /;“/ ’ > : ' 2 ) ’ i o
< o = o
N / - LI . - * ~

g o » : _ . J. Murrey Atkins Library .

. o : memorandum

o To Library Faculty & Executlve Lommlttee Membﬁs of SEA ’
‘ From Joseph F. Boykm, Jr. ' . .
Date: June 25, 1975 ‘
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. Attached is a proposed hbrary reorgamzatlon 1dea I am submlttmg

‘ 'to you for your review and iscussion. I will be arranging meetmgs .
- for discussion of this -idea round the mlddle of July In the meantime,
please give.it your attent,l n.- , , e, A A .
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L . Proyp'ose'd Libdary Reorganizatidn

After giving. con51derat10n to tfl comments submitted to me concernmg
. the orgamzatioh of our techn al/s Xl\(;es units, and after 1ong dlscusslons .-

oy - .
.

- with others, both within and ou 1e e Library, I am proposing a reorganlzat;on .
E - not only of teéhnlcal servace /- t of the ent1re 11brary structure.. '

' /departments, Public Ser)?
" * (library). All L1brary ét £ me
- two departrn

_ Acqu151t1f Catal '
Public Se vices Wwoll

. and the, e}flal/c/o ections urii
- v 1eader @nd administrator a department c, airman. 2 .chairwoman who wot 1d .

o 'report to th€ Assistant D1r ctor.  The mé¢thod of selection of these indivi uals,
\ _and the térm/s of tenure in the1r posnlonjshould be extenswely dlscusse

" . ' ! . ' ' . ” N

C . . - The proposed 11brary

.faculty w1th an. empha81 on partlclpatorbr management ahd equal shar1 g off

s o respon51b111t1es for reglizing the goals and ObJ'ECtlveS developed by that \
o .,departmen\t Faculty ynembers in a department could be viewed as senior \
-~ ' and jynior 'members, /and while not ne essa!rﬂy h:—;,vmg the1r spéc1a11t1es ‘\-'"..
_indicated in a title, \

.- area dr. funEtion A senior faculty m ‘mbpr °wou1d glve adv1ce and tra1n1ng

be asmgned respo 51b111ty for the f_nctlonal un1t of search1ng The partlclpat ry

~..~ so that decaslons 1nv01v1ng the act1v1t1es of partlcular 11brary units would be \\\ I
° . made with the part1c1pat10n of the/support staff working in that area. .Those - ‘
¥ " " -most affected-by an action or a deflslon ‘would khave the greatest opportunlty Y

~also be'assumed in-put inty/ the decision process. ‘The department as a °
v whole would look to the member assijgned a particular responsibility to ovelsee‘
: - successf.ul ifunctlonlng of its operation, to keep.the department. informed, -and
to bring to the attention of the .departmental faculty those matter4 of.significance
' \ that need full dlsC;ussmn. ‘Those matters that did- not need full part1c1pat1on .
would be dlscussed with tke chairman. : . .

~for comment and 1nv01ve‘:?ot, but' others affected’ to a lesser’ extent would

H

-y b e i A
.- ‘/ v Not eve: ry functlon within the department Eed be asmgned admlnlstratlvely
to a faculty/ member other than the cha1rman Clrculatlon, for 1nstance, may

, 3
'
. ‘ . . . .
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- ‘continue| to be as-mgn«ed to a h1gh 1eve1 support staff member, but this . _ s
; person, would eport and confer with tHe chairman. However, maJor { -
decision . e’g rd1ng th1s function would be considered by the full: depﬁrtment o ]
. . “ : ‘. : . ?Z'a‘ 3
CIf the orga 1zat10n descr1bed herein is to be successfully adopted and .‘%&

S 1mp1eme1}ted a new attitude and pe[rspectlve will be required of each faculty

_ member.| The purpose and scope of one's position and respons1b111t1,es-wlll

- have to be ~iewed in &- broader context. No longer will one be, able to view

. their jpb as "X", and be  unconcerned about '"Y¥''. Each will 'share the goals
and obJectwes of the( L1brary, and the department and everyone W111 have .
respons1b1i\1ty for meet1ng the demands for serv1ce ’ ’ ' ~ ¢

Vo . -
. o ——

~

.

- Such aﬁ or anlzatlopal system appears to ‘have a number of advantages
| over a more t ad1tlona1\ one. These 1nclude : a) an opportun1ty for each to

perso al freed m in dling profess1ona1 tasks -and greater part1c1patlon SR
in: man gemen ; €©) aireater potential for accomphshlng library work since . _ V

" admin? Strative requirements would be héld to a minirfum . (marfy responsibilities
would be ‘d;;Spu se d-under this system, and administrators would be reduced - - ]
from seven to our); d) greater cfflegatlon of respon31b111ty to, senlor and '

) between un1ts 1th related funct1ons and a reduchon in the number of groups

..personnél s S _ > - L
. . . . . . E: SRR . . - o . 4

\ . . .
e While ‘some|may questlon the t1m‘1ng of this propesal, be11ev1ng that no ~ {
change should ofcur. prior to the review under the Academlc Library Development

Program,” I feel we should implement such a sy\f;tem now. 'After talking with
Ed Holley and ike Marcharit, recogmzed experts and spec1ahsts in library
organlzatlon, 1 elieve we should restructure our operat10n‘s now, . and allow \
. - *ALDP to test th esu1t1ng organization. Holley and Marchant both expressed, = °
the op1n10n that thi s could be a unique library organization, one with great Voo

i - poss1b111t1es, and one that’ shou1d be tried. . I agree w1th them and present the

D




S e g K
: ACKN.OWLEDGEMENT&S

\ o The commlttee would lLke’to thank the members of E\he hbrary PR , .
AN _staff who willingly gave their time and comments.. With theSe( : '
statementsy hopefully the commlttee was able to perceive, accurately
‘the wishes of the’ llbrary sta & We.would. like also to express our’' :
‘ appre01at10n to membei‘s of the Un1vers1ty community who gave thelr' o,
time and thoughts. ; oo : . : it Lo .
L | I . : . . . .




- V- GENERAL RECOMMEND}’TIONS )
e e

- The.Subco

‘of members oft

},

1
)

", ..that if the recommendation i}

% a

-+ In accord with the charge, the Committee red

. ofv 1t

Kthe Dlrector s proposa,l for- a reorganlzatlon "‘f the l1brary structure. ot
' with’instructions
reorg'émzat;lon the comm1ttee provide.suggestio

, for development of the- ‘plan and for lmplementatlo

in.favor of such a,

nd rec omm endat1ons

1y ..

ommends the .acceptance .

‘of the’ reorganlzatlon of .the l1brary structure in-the

admini

rative mode

‘suggested in the proposal. The Director's’ p,roposa“
. library be restractured. mto two departments Tech
PLfBllc Serv1ces,land that the new admlnlstrat.lve or

d. part1c1patory in nature,
en~ . The Conimittee ‘also recommends that forrmal |

suggests that tite
ical Services and ’
anization bedeoliegial

The’ commlttee s report is directed $6. that./

: approprlate Unlvermty adm1n1stratlon be sougilt for \}the two department

ecogmtlon from the/
s.

\ The flrst rrecommendatlon lS based upon the pe
ons from the staff to

llbrary staff. The formal and informal communlcat
‘the SCR 1nd1cate the need for change and the time ig.
Further, ‘thierepefition of dgties at various levels, t
automated systems, and the desire of the library.sta

o declslon makrng are all factors which- polnt to, a necessity for- reor

 second part-of the comm1ttee s charge, drafting a m
The major portion of the remaining report focuses u
‘implementation.
of the-Director's recommendatlons and in the spirit

A more complex problem than ‘acceptance of the prop0sal wa

;o )
rceived des1re of he

opportune,.

he in{roduction of
ff to be 1nvolved’ in
nizatién. .

. ‘?' .

B S

Yy
the

ethod for imp ementat1on.
boh the question of :

The COmmlttee has worked within the general uideline

bf drafting 4 propqs,as{

_that will work for: “fhe’ improvement of the library and effective use of personnel. |

We realize that there will not be an'"unquestlomng ac
We expect and welcome criticism and debate. Howe
- fundamental bellef that this document outlines a reor
‘the chance, w1ll work. We believe it: gan work well

: & : o .

Whén the committee began its degl'i'berations, i
surpr1s1ng[y difficult. task of dec1d1ng what questlons
order to give a-feel" for the basic prpblems with w

e have ap ended our initial list. With refmements
it\served &s our "checklist." The qu estjons posed 3
‘some-extent overlapping, clearly Lllustratlng the na1

’whlch we have dealt. :

hich we' began our work\

“eptance of our proposal‘s.
rer, we wish to state our :
ganlzatlon which, given
faced the initial and, .

it must answer.. In |

and some basic def1n1t10ns, :

re interrelated and to ]
ure of the problems with
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H . 1. 00 What is the role, of the. chalrper.soh what quahtfes should thls person
. < L7 possess and how should this person e- selected‘? :
) 20 "f-W'h-at is the {‘ole of thé l_lbrar!y. adrn1n1strat*lon ln t_hegnev_v struot'Ure?
'3, - Howcan tive s,epara.te d’e‘partments be unified into two departments ? i
A e RN . ' . .
@ - 4. How can a h1erarch1cal modegof admlnlstratlon be effectlvely changed‘?
. L .
© 9. i}Vhat is the role of the llbrary faculty in the new organ1zat1on‘P .
6.' What is 'th'e role 'of s‘u-pport staff in the new orgamzatlon-‘? - § e
) 7. How are areas that encompass aspects of technical services and public.
‘ services handled? How can their. functlons be ef;ectLvely d1str1buted
. and their service funct1on ma1nta1ned‘? ’ N SRR
‘ 8' Coukd the Academlc lerary Development Program be used as a vehlcle
: for reorgan1zat1on‘? | //‘/ 7 ‘- - ‘ \'V.” o, _'_ .- o
: 9. Wh’at would be. the relatlonshlp of the lerary Faculty organ1zatlon and
. ‘the Support Employees Assoc1atlon (SEA) to the néw’ structure‘P
1'0.‘ How are attitudes change'd? Ce ‘ R o '
. . . . g ) N . A P .
. e . . 3 ) » ] . ‘ ‘ S . .Hv‘
) T_l - How can COOperatlon be\ensured between the.departments? P '
- 12 (;mu‘ld open- pos1tlons be }\llled? S | v ,,‘:,-
; ?,‘h 13. What should b,e the tlmetablé\ of 1mplementatlon‘P - L
. N ¥ What methods cah be applled to analysls of functions?" I
\ . . o '\\\ . . ’ . ) A
-b : \\\\\ R‘ -
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implement a part1c1patﬁ/e management system requires a. fundamental
" shift in- #ftitudes towards management and respons1b111ty oh the part of

. espec1ally in their areas of expertise. From all 1nd19-atlons, because
- the knowledge and sKills of the staff are utilized, the decisions are better.

.

'lmkeda to the traditional hierarchical frame of organlzatlon, generally T \
‘increases staff input--ie., information upop which adm1n1strat10n o _. .

effectiveness, of decisions. In most, but’ not all. mstances,' such systerns .
\are not fully part1c1p‘at1ve $ince they draw only librarians into- the '

dec1s1on rx}aklng RS s A

reached through the processes ‘of consultation and consensys. Staff

- to satisfy their needs. Rather, it is'a process wherein dec¢isions are made

Part1c1pat1ve theory has taken two bas1c f 'rms The f1rst ;‘.' o s

makes decisions--and provides feedback fo: eValuatR)n of the

ecision~-making process. . A fully participative system witl change L
ramatically-the decision- -m k1ng apparatus Dby enlarg1ng the scope:- of

p: 'I‘tlclp'atlon to include all staff mémbers ‘This report aims at '
implementation of the .seoond scheme whlch 1ncludes all staff in consensus

[ - . o
4 -
“

The past experiences in l1bra1‘1es indicate that to successfully .

both adm1n1strators and staff. 'Administrdtors ‘must administer decisions

members are dlrectly involved in the prodess of decision- ‘makihg, Y

‘administrators make dec1,s1ons and employees caryy them out. Hlerarchmal .

This: contrasts with: traditional hlerarchlcal organ}zatlons in Wthh

authorlty seems ’éo have@the a'dvantages}of quick.deécision- maklng and e

B 1mplementatlon . These advantages arel illusory jn nature; for they tend

™~

A caveat should be offered about partldlpatlve management Above

- all it i¢ not a-panacea which will cure our ills; for, it requlres\a Jlarge-
" amount of time and shifts in not only attitudes hut. behayior.™ It is not a

l
|
l
:
: ]
to cause empl.oyee res1stance, and dlsatlsfactlon, andrat t1mes qbstructlon. e i
1
|
i
majorltarl.an parllamentary method of reachlng decisions.. A. vote on .' T, ;
every decision would mean that the ma30r1ty opinion, not necessarlly the 1'
best informed Opll’llon, would be implemented.. Participative management - :
is not an anarchistic process w1th1n which decisiong are made by, 1nd1v1dua'ls RN
by consensus to satisfy institutional goals and obJectlves It requires that
each: of us develop new SklllS to cope with a new organlzatlon L s
s < 4 ) v
Motivat¥ igrr is the key to’ maklng a. scheme of part1c1pat1ve ‘management
work. -Because motivation of the_library staff hag declined in the present ° :
organlz'amonal structure, sthis quallty will haveﬁo be reklndled and nurtured e

. : - . i -




v, e . : SR o ) . .

AT, From motlvatlon come qualltles such as a sense -of accomphs ment
, mutual concern ‘and 1nvolvement Only by maintaining attitudes. of openness
e ~* and trust ‘a willingness to experlment and sheer good will, cSn there
SR be hope of changlng/the exlstlng organization into the colleglal and

L. 4 o ‘ part1c1pato by syste?m env1sloned . There are no halfway- houses,\no places
oy _: -to stop along the way that represent the se;:urlty of the fam111ar ind the.
' ' challenge of\the few,. ) o A S ‘ K

3

—

Attemp "at. partfclpatlon do fall but not, because they are unw rthy
R of the effori “A. part1c1patory program carefully designed and lmpl mented .
e s 1eads to a hlgh level -of job satisfaction, effective organization, -and effective
L. N probl -solvmgp Decisions .in partlclpatlve systems differ from those in
hie: rchical ones in a number of s1gn1f1cant ways., Group dec1s10ns re not
"4 iden{Med with single individuals since ‘evéryone, has a part in the decx)smn-

W

' making process, and theretore, feeis an obligation and commitment t
implementatlon Most lmportantly, part1c1pants know in-advance that!the

\ work they are’ domg will be the final dec1s10n, not just one. oplnlon which -
. % may or may not be carr1ed outs ThlS has psychologlcal beneflts becaube .
4+ - “everyone knows that the work bejng done really matters, and since it does, ‘ ‘ :
/.7, ‘the participation and results are perforcg more creative and lmaglnatn)e, B
/_/“ o t 'I'hey are also more effectlve because the people who, must implement them '

‘have a part m maklng them and therefOre ‘a stake in seeing their succgs ful . :

k N . completlon However it must also be recognized that not every decisio
i , %
e requires a committee, There are certain decisions that individuals have
_ S a%ght and obllgat1on to -make, ‘bat they. .should not be formulated ina \ :
R vacuum, rather, the adv&ory and consult1ve role of t-he staff should be‘*‘ Lo
o .utilized. ;. o R S R

. Partlclpaflve management is not a new acfmlnlstratlve "trlck" to _

-+« - coopt employees. Rather, it is a means to allow consideration and T
' recognltlon of the individual's role and importance. An organlzat1ona1

~ chart’in. the-new scheme would demonstrate, functional and comrnumcatlon

- relationships, not authority. ~In effect, ellmlnatlng the h1erarc.h1cal

e . structur€ will glve individuals a, .mote direct r,esponslblll for. their’ pOSLthns
and prov1de more incentive to work in a creative and effeg}lltwe way. :

- Responsibility for a functional area meags raécommendlng ways to change .or g

~ improve: ‘these functlons,_ not just domg al.job. either the analys1s of functions - .
'nor the dec1s1on makmg process‘wul be’ 1n1t1a(:(‘i solely by. aqulnlstrators. .

— :
P .
*

t

) < I Both llbrary faculty and support staff will have equal 1nput into R
_ 5 organlzatlon and analysis of day ~to-day l1brary (unct1ons Within the' '
. . context of their individual positions, support staff will have more mﬂuence

T " in this ©nalysis simply because€ they know what the spec1f1c problems are,
' \For instance, the person responsxble for a check- ln file would best ' }
ﬁderstand problemsumvolved in its maintenance and therefore,” ‘would have )tn :
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. policies of collection buildin

of. technical repox:ts,/a'_

-that technical servxces prepares the collection for use and pub11c serv‘ices

two departments will ‘'open channels of communication throughout the library, a

»'ij ! ’. . - = ; . —
N e . D -B= o
¢ . SN v ’ ’ ! !
. o s o R
g , -

moré influence-in the analys1s. On ‘the other hand policy dems1ons '
1nvolv1zg long-range library goals ‘and obJectives wouldtbe more greatly ’
influenced by librarians who, as the library faculty, gve a specific role

- in relation to the library. They act within the conte of their areas gf.

Tbibliogﬂ‘aphic and administrav‘tive activity to, inf.luenCe the phllosophy and__ ., .
4nd organlzation and the proovision of R
information serv1ces For examp[e, dec1sions to initiate spending on the e

Human Relations Area File- , 16 reorganize ‘the classification and hous1ng
to prov1de a“dditlonal bibliograpghic services like /
SDI or classroom instriiction will be mostly influenced by librarians.

- However, the, ”organic ‘relationship which exists in Tibrary operations . .

will make it necessary to have -mutual consliltation and dec1s1on making. e
When librarians consultfupport staff before making podicy dec1s19ns, they
w1ll know what is feasible and how 1mplementation might best be achieved

g . . ! . + ¢

An additional’ less eéasily descr1bed function of librarians i's the -

: advisory resource role.: Roughly speaking, this'is a part of the normal

process of communication anél consultation. Librarians® 1deally have a’ .
comprehensive ‘v1ew of the libraryfs serv1ces because of their tr'_éll)nng 7 X

and role as members of the llbrary facy Ity, which is the policyt-maklng « R

.and advisory body within the libr Thig’ perspective should be brought

" to bear whén examining the, problems of specific «functiona’l areas. . Just .

as librarians must consul't support sta~ff when making pdllcy decisions,.

-support staff must also consult librarians when making procedural dec1sions.
since these can often aff‘t policy. :

[xd

l-",";~ A ’ ! AN .

e . ’ R
~

PATTE NS OF COMMUNICATION , | IS T

Bot dep‘artments w1thin the library should be looked upon as |
'macro- functional areas, together serving the end of prov1d1ng 1nformation 1.
services to the library's p,ublic -The chief distinction between the two is.
fac1[1tates its use.” No’ practical difference ‘exists between the long-range
institutional goals of individuals or deépatrtments; but each contributes a  \
differeni piece of the puzzle . The commonality of goals and objectives Wll
enhance and facilitate 1nter d partmen/tal communlcatlons. ‘ . l\

v . . \;~»

Ass‘igning responsibility by j‘Ob function a'nd dividing ,the lifrary into \

A\

creatmg better knowledge of how one's own job relatgs to total library

op.erations, and making consultatlon "within departmeénts a daily routine. =

Formal and mformal lines of communi‘catlon will be developed All librar

- staff of whatever rank will serve the new or;ganlzation best if they feel fre

LY

to consult w1th any m mber of e1ther department on problems of mutual Ce

: L ; .
» . - . L.
N . . ) . .
. . .

% A




B i Worgamze such a. meetmg ahd chair’ it.

;-

‘
.
. -

" importance that no one feel that cham of comm#4

- a,reorganization. Continual analysis will allow an effective assigning of,

- should not be performing.the same basic tasks. . Therefore,- all staff * . S
‘members will need to look closely at’ thelr activities, and librarians ' ' |

'staff cannot rest solely on the ‘possession of the MLS.

concern with the obgec/twe/of reachmg utually ,acceptable solut1 '
Problems of, concern to a number of peop

" ‘gnay require gré~férma1 consultation ‘in ttie nature of mee mg' :

and the like. In such‘a situation it ig totally appropr1ate te cg

make a11 deta11s c1ear in the present document but mstru A

‘'operational convemence In the enwsmned orgamz ion, 1t is of paramount
d" exists, going up to j
the chairperson and administration and thence over and- down to the other 3
department. \We can expect the development of informal lines of commumcatlon |
'between functlonally related areas which do not have formal connections--e. 8. }
acrgs departmentaL 1Inj\s Thisr is logncal in'a part1c1pat1ve sqheme where L ]1
problem- solving and dec1s;on .making are,on-going processes conducted. by -~ i
|
J
i
|
|

‘mvolved staff members Departfnental meetmgs held at regular mtervals

-will be a natural part of the communications process , This, process of .

" communication presupposes that thereis Open access to all information '

- concerning library operations, since to achieve effective participation requires
-~ a knowledgeable staff. However, there are dertain kinds of mformatlon R

which are conf1dent1a1 such as documentatlon mvolved ng personnel .

i

evaluations. .
b
. ' »

A major analys1s of on- gomg ubrary processes is an mherent part of

responsibility by Job,gunction creating an orderly work flow and allowing
the entire library staff to part1c1pate.. Faculty and support employees

part1cula,r1y wili need to examme with a crltical eye the tasks they perform. —\ | ‘
The line of- demarcation beLt een the librarian and other members of the o

N »
-

,
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E _PART I; INTERIM PERIOD . . -,
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.. . The analys1s of the present organlzatlon and the experlmentatlon o s _
+ ' with the ‘néw willlast from three to twelve months. ‘Since this type ' - _ S
organlzatlon 1s so different from the present library structure, we. oL
recomimend that an interim coord1nator be selected for each department
" Because 11brar1ans who are department heads have line authorlty in our
. / hierarchical orgamzatlon, administrator-subordinate relationships have: v
AN deve10ped._ There has, nevertheless, Been consultation and staff input’ L
L ., in the process of’ deC1s1on makmg, which w1ll become. the rule as we. move
S T toa partlcj;satlve ‘scheme. The transitional periodis an approprlate time
&+ " .s. ', tochange the administrator-subordinate relationship.,” We must transform
o our’ basic 1nterpersonal re,latlonshlps in a more concrete way than. Just '
D paymg 11p serv1ce to- part1c1patlon.

T Authorlty, a-basic. psych' logical presence, is now vested in the

< "% position of department head and igentified with staff members holding

~  these pos1tlons. - 'An’effective way‘'to overcome this 1d’ent1f1catlon of authorlty

- with 1nd1v1duals is'to have the: heads of department functlo'n as peers from . .

A " the beglnmng of our reorganlzatlon. "We' recommend, therefore that they.. . o
7 not serve in the temporary position.of department coordinator- '
T reorganlzatlon. However, to insure that thelr experience be* ut4.l1zed they
Lo ‘will be relied or:[s key resource persons. A committee composed of the - B
B " Assistant Directhr.and department heads.will, within a week ofghe : '
' acceptance“f_.{tfh’@ report recommend. for. appolntment by the D ectbr I
candldates’for coordmator. Candldates will be selected from the ‘
hbrary faculty and from the departmehts they w11[ serve. - “

A7 e - A T < : B o BEARE.L oo .
PROCEDURES FOR” ANALYSIS R : ST ' - '

- The obJectlve analysis, recording, evaluatlon, ‘and- re- wr1t1,ng of a11 T
proCedures and pohc1es and the distribution and availability of thls g

R - material for’ exa‘m\matlon by, all staff 'tnembers 1nvolves a number of
spec1flc areas; - : R _ , . v

nw

",q
.

Ce o N 1.  Job descrlptlons should be wr1tten on the ba81s of functlonal
co.#% .7 job anllysis; and”evalusted periodically to. ensure,that work

is d1str1buted approprlatelyJand effectively accordlng to-level
. of the job. ‘Functional analys1s 1s not a process of Justlfymg
- ex post -facto what individuals do in their.jobs. On the eontrary,
: 1t is*a- procéSs of SCI‘utlanlng act1v1t1es and determmlng if thesé




oo

s
L e

o

_ activitiés are approgriate and conform to the level of
v - competence for which 1nd1v1duals were empl'oyed When
S , completed, this analysis should provide for 4 re- d1str1but1on‘ i
' - of act1v1t1es to. ‘other p‘et'sons or departments. :

w\\. ‘u . " oy

> ¥
.2. Work flow in any depar,tment 1nVolveS\mutua1 cooperatlon.

D . The eff1c1ent distribution and <;lrv1s10n of work with the |

. .\ - " . work pI‘lOI‘ltleS, and the achLevement of departmental ;
' _ qb3ect1ves must be emplrlcally based. . ~That is,. work flow
R m/each department must be charted with the mtent of better

ST e
St orgamz1ng 1t oL . . oL e
. /_ o - -~ e & b Coan 3 .L‘

v . . ’ --x

3. Pol1cy manuals should be wrltten to conlmumcate to the publlC

gﬁ : .. -~ ‘and to the entire library staff the policies of various functional

areas. - All policies and understandings should be wr1tten and’
made available &o that staff may consult them wheén needed.

: .- 'They ‘should bé reviewed and updated to correspond with

++ -+ » changes in the library as well as academic community.. A

. mechamsm should be esta'bl1shed to eoordmate these pohc1es o

] anel to encourage cons1stency. : v A
L ‘ o .
. - 4a Procedural manuals should be written in order to fac111tate
s . job trammg. -Job training should be given by the 1nd1v1dua1
o ' prev1ously in the position, those domg s1m11ar tasks or "’

o o spmeone working in association with the dew 1nd1vtdua1.

- e There should be per10d1c rev1ew of the manual DR

5. Goals and objectives‘m.ust be formallzed and 'procedures
. S developed for re-evaluation of both.y Goals and objectives
o must be est\@bushed not only for the 11brary as a whole but
.. for each departmenti v . , !

6. Plannmg must be mst.ltutlonahzed as part of normal 11brary
* procedures m\order to cope wn;,h long- range personnel and-
- "yservice problems. : N o i

T.- Evaluat1on processes should be part of the ana1ys1s of each

T basis. These gvaluation procedures are- apphed' to, Spec1.f1c
jobs, but not t personnel evaluat1on. % s

* L N

- . : : . -~ v .
Y. . : . . o ™

objectives of better use of personnét; - effectwe setting of ~ -

function to meagure effectivenéss o a regular and continuing -

Ty , et ' . L G ' A /
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, ,ACQUISITION OF SI;lLLs - _
T~ . Staff members ecoghize that a critical problem for reorganization -
. and 1mplementat10;/lof part,1c1pat1ve management is the lack of necessary ~ .

) ' . . skills. When movmg from g hierarchical to a participative scherhe, it )

is no surprlse that 1nd’l’v1duals find their previous methods of interaction
" Wwith the orgahization outmoded. Thus, to design and implement the new
- organization effect1ve1y, it will' be necessary to develop tra1mng se§£ions
- *designed by persons with expertlsg to acquire the des1red skills. - S

-
. .

The Academlc L1bra.ry Development Program (ALDP) w111 pl‘ay aw L.
) maJor role in the acquisition of methodologles needed in the evaluation '
. - and analysis during the, Interim Period. Moreover, these will be- requ1s1te
' " "in the continuing analysis and evaluation of the dew organ1zatlon In- el
addition to ALDP, it would be benef1c1al to tap the academic communlty
“in the cont1nu1ng development oLregmmte skills.” For example, .use the
_ Counseling Center for development .of interpersonal co unications patterns
o " and group processes and contact the College of Business Administration to
' ‘levelop seminars of current management technlques. Therefore,. it will
be necessary to develop expertlse in: . L :
1, functlonal JOb analys1s, s - . e - e

o -2, Management by-ObJectlves (MBO),

' 3. _consensus dec1s/1on-mak1ng, ' o
. ! ” R . 4 . : @ L [ . (Y o // . . . ’ &
4, group dynamics and communication, T A N €

T SR ' (" S . S o \
| : 5; distribution of decision-making, I : |
| ~ o R L : T
N A . ’

‘L o, 6. flow charting operations, . o . :

T long}gange planning, -
P |

8. problem solv1ng teichnlques, e.g., fbrainstorming sessions.'! ¢

.

[

‘Analysis must be obJectlve in all cases and avoid remedies which-
pl-acate indivitual desires but are detrimental to the organization. The
. most 1rnportant :attitude that can be brought to the analysis process is
one of sképticism about everything done in the past All policies, , ;
procedures, and spa‘tlal arrangements should be examined to maximize L
the chances of successful 1mplementatlon of the ‘system of part1c1pat1ve Coe
e management e :

-

~ .




) . - and with ALDP‘. Lo '// . '“

" be done w1th those which relate to both departmehts. . The table below
~provides a breakdowh of the present s1tuat10n.

s / »
v ) \\ ) . ) .
* - . ' ]
:g ’ ~1 0 - - A * -9
' ) - / \ '
‘ e i -
COORDINATOR OF REORGANIZATION ',a’ S ' .

-The coordinators will have a, major rolelin the reorgamzatlon.
Specn‘lc tasks Wthh they will perform are: / 7 : T .

'
<

i

o1, routme operatlonal admlmstratlye duties such as s1gnmg 1eave

~ requests and time sheets, hand/hng supply and equipment orders,

o departmental scheduling, distyibuting information w1thm the -
departments, between departments, with the admmlstratlon,

© . 2+ guide the department throp/gh the reorgamzatlon by d1ssemmat1 ‘g
' . information; coordifate and chair regular meetings.and skull
" sessions for proble’m solving; 1mt1ate job amalysis; develop time -
schedules for evaluation, analys1s, and 1mplementat10n of '

reorgamzatlon. g : X
\ ‘ \. ) 2 S ) ’ . "

Qualities the coordinatdr should possess are: . o o ?_' \ '

.
B}

1. bc_aoac'i'tyv to mediaft)e '
2. ability to plan
"3, ability to enhance construCtive ih,teraction amorig individuals

4. -respect of library staff. -
PROBLEMS AND PRINCIPALS OF REORGANIZATION .
This section provides a general framework which the staff can use

for organizational purposes. It exammes some of the problems, and. .

'prowdes some tentative answers and a methodology for generating others.lv 3

Distinguishing a technical service function from a public %ervme function
is a central issue for analysis and a cor{Qllary is determififiig what can [”

15

. m','\i”,/ WO

oy

TABLE 1 o A A 4 f
,1'. ] - s/ . . { o . - u‘s".‘. , "
_ Techriical Service Tech~Public Services ( Public Servides
. [ . . v . TE, E ’ v ,"
Monograph Catalogmg . Government Documents "Reference '
Monograph Acqulsulons - Special Collections -~ ; ‘ Doc/Reference ' ‘
Serials . Automation - . Reserve Reading
. - Caroljniana : Circulation’




_ Under the ex1st1ng organlzatlonal structure, it is poss1b1e to grbup Db

most- of our operatlons into elther Technical or Publ,lc Services, These: \
functions may be examined' by using the procedures ‘for analysis described - {
B above to determine if they can be better organlzed or.if the work can be -
. redistributed within the department Those functions whi¢h have both

They should be analyzed with the aim of answerlng severall questlons L

1. Can the funct;lons lnvolve ‘be dlvuded between the two departme.ntas',"‘
and if so would the résult be. 1mpr0ved serv1ces nd~smoother

operation of the. depaf'tme ts'> .

2. Can they remain much as tl“ey are with no detrl

ent to*library
services? o E

I : 1

‘- arelo ted if they st1l1 have both technlcal and pubhc see'vme ,
functloE:Si‘? P . ol

’ \Tt is. clear from all documentatlon and testlmony that the: overwhelmmg
. boLly of opiflion among the librar
Thls,‘ report focuses on 1mp1eme ting r organlzatlon on that basis, and algo -
on prov1d1ng a pr"inc1ple tp apply to the functional orggnization.
schemes, subject cataloglng and biblio aphic services are usually baSed

on the idea that knowledge can be broken down into subject fields. This
concgpt fits nicely with the role of a uni *\ers1ty library in serving its public.
The §l1b3ec%rpr1n01p1e is that most fawered by the academic_community. - In
additibn, md@t} I format1on requests dre brlnmpally 1n a d1sc1plme and it
follows that the:librarian should be conv rsant with both the dlsmpllnd and
its blbliographlc aspects. The apP{lcatl  of the subject approach to our: L
reorganbzatlon wherever* poss1bIe and ap rOprlate will allow us to ach1eve '

.severe‘l obJectlves .- >

14 v It will brldge the somewhat arbltrary line that our subd1v1s1on B
) .- of the library into Technical and ublic Services creates by
‘ \ ', establishing. spe01a11sts in both ar as who w111\wprk with each |
other. : : :
) , N |
2 t It w1ll allow for more effective lia $on with the 11brary s pubhc
‘\smce reSpons1b111ty for'items in a ubject area for technical
\§and publlC services will. be clearly dehneated
S ‘ o
fature c¢ollection building

It is a pr1n01p1e %pon Whl.Ch to ‘base

3.
_‘function within the library. \ o T
N
5
t t‘z
L

C1ass1f1cat1on.

technlcal ‘and public ser\ﬁ?fe.aspects present a much more/ difficdlt situation, - -

-

stafflis in favor of a functional organlzatlon.

.

#
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. . PART II: RECOMMENDATIONS FOR IMPLEMENTATION R

| \." AR ‘This final section outlinies the SCR's recommendations for the
L 1mplementat10n of its report. It includes basic recommendations for (
\ , S forgamzatxon of the Technical Services %ind- Public Services’BPepartments;
\ c * des¢ribesjhow the sub]éct principle can pe applied to both; discusses those .
‘ I tech publx}c service areas which need clpse examination and analysis to
' dec;de in which department they. should be placed; and makes tentative

proposals about the path of future' grow for the two ‘departments. - It also

v . includes the method for) selection and role of ‘the cha1rpersons, and the-
. rofeg of the #dminisfrative officers, Library Faculty and the/Support .
Employees Assoc1at10n (SEEA) ) < | .
o .[TECHNICAL SERVICES N /7 R

Ser1als, Monograph Acqulsltlons nd Monograph Catdloglng will be

. ~ combined into a single department-_—T chnical Services. -To corhbine the

IR three into & cohesive, cooperative and|coordinated department will require - -
k ' a change from the existing structure. [, = -~ .° o - ' '

A

v .
. O

¥ -

. - ~Automated Servicés--For purposes of]| (h's"discussion, Technical Seryices
ST - “will alsosinclude the Automatlon Unit.; Dye to the lerary s rapid add1t1on '
' v of auto ated systems and the prospel'zt*"%‘f new systems (e.gy, SOLINET," N
) Cchulatlon, BATAB, serials cont*got iﬁr(d the like), ‘a st ndujmg (Automated o
. Serv1ces) committee should be¥ Ee%[%;b ished to study effedts of present T \
library automation and possible new [services, and to advise the hbrary -
on- presgnt and fiture needs. The li rary should have an utomation ..
coorylinator who would be involved with. all in-house computer operations
~ .and act As resource person to the d¢partments.. This. perstn would also
" _funct1on as a liasodn with the' Computer Center and would cha'r the Automated
Services Committee. Automatlon hps both technical servlce and public '
. 'service functions and,. therefore, tie reorganlzat1on must b“ifg both '

~ ) - .depar.tments together when 1t is dl's ussed

L

*

a

%

- DThe Acqulsltlons Functlon--‘Leona d M Harrod in the Libparian's ‘\ :
" Glossary defines acquisitions work as "the work of book" selection, o r\qeermg, L
‘obtaining by gifts and exchangé, serials’centrol, and rebingding, "’ (p 2
and an order department as "the : epartment in the hbrary Wthh deals

B - I . 3

"'acqulsuloyﬁs department can be
department L

] . . ) -,
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. projects sucl;gg\‘_
Qddbrarians at the initial phase, hoWaever, on- gomg work R

o supp'ort employee whose trainin

N
e L
s

LRt

e 13-,

The monograph acqulsltlons department hag functioned w1thout a

’ department head forfnearl seven mbnths .Thg central issue is the role
E of the. librarjan in t,h;e acqmslttons functlon Is it basically administrative -

or b'bllographlc'f’ Is ordei'mg propenly w1th1n the- prov1nce of the 11brar1an'?

‘ordering function might ‘it not bet be served if the business- related aspects, .

lbbra ians? If acq ISLt.I.Gl’lS wor Jat Atkins lerary is pr1nc1p'ally an
such as prlceeé]uot tion and publi her correspondence, were handled by

a

part;lularly catal , w11 be g eatly 1nf1uenced by the full 1mp1ementatlon :

.of SOLINET. Th llbrar § partigipation in SOLINET will reduce much of -
the catalogmg novtg performed by liprarians since. the system would be too-

empl-oyees " SOLANET. will requme a full-time catalog maintenance person.
hether or not thls positlon should be’ a faculty position. w1ll be: determmed

costly if the majo 5 portlon of cata1 gm'g were Rot completed hy support ‘

-~

role of the oggmal catalogers m a echmcal services: department'?

“would be ma
. be termina_l.‘

These lndl‘vtduals may act as "resource"

! ' ’ .
A Proposed\ rganlzatmn--Thg major: issue in organlzlng the Technical .,
Serwces pe‘t)artment Y5 whether therle would be sufficient ' professmnal"/
.Wwork’ for mor than two acquis Jlons 1brarr‘1ans, two original monograph
catalogers, ;‘t“ o origin®l’ ser14 rcata ogers and an audlov1sua1 cataloger.

. The answer: i no. What then W.

would invol :
auned by support emplo%yees and the pro_]ects would also.
ERT \’]f}?r ';z's : . : ‘\‘ » :‘\ / o o . "‘ ‘ ‘>
" One answeéﬁ.to these questlons is. an organlzatlonal pl‘an shaped '
accord1ng to thi& r1nc1p1e of subject spec1allsts L1brar1ans would' = ¢
‘coordinate the sglection process with the reference bibllographers and :
the Un1ve'rs1ty fakﬁulty They would also do original cataloging: of all forms.
The or1gma1 cataloglng of all. mater1a1s1- monographs, serials, and w8

' audlov1suals--w1]§‘l give ‘the librarians ahi expanded knowledge of
classification andfof subject catalogmg - Cataloging all materials ina-

“subject area, adds another -dimension to thelr knowledge of the collectloni.
Although the*re - be- arguments agams\t librarians becoming catalogers

: of;xll forms‘,w t b_]ectlons can be overcome. Based on current personnel,

the library, has. avallablé to it a serials expert and, a monographs/av expert.
persons and advisors for
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libkarians learnlng to catalog a new form. The swb]ect Spemallst concept R
~ would eradicate the’ acqulsltlons/catalogmg de ation within the new " o
‘ depaf\tment of- Techmcal Services and link it w th llbllC Services. The\ - \
subJect specialists in both departments will find new areas in which to v

- eoordinate added services such as subject bﬂ)llograbhles, pathfinders,

| . S ’.cata%og l\\formatmn desk, approval“plans and faculty SDI services. = ,
S PUBLIC SERVICES A ' Y : ‘
: , Like Tec n1cal Services, the present funct1onal areas, s\muld remain |
in Public ces. dur ing the perlod\of reorgamzatlon Analysis may

indicat.e that th bel,o,ng elsewhere. ‘Some-of the questions\concerning ,
. Public Servic¢es which 'must be answered during the reorgan'za.tlon.lnvolve
"TechrticakF Services. Notably, should the public and technica services -
- _aspects of" Carollmana, Special Collections gnd Government. Dy
be divided or should they be kept m Publit Services?. Other questions are
. prmmpally public services related Does Interllbrary Loan belong w1t£ ’
- the reference function or perhaps in the C1rcu1at10n-—Re.serve R dlng-— ' /j

i.
|
:
E

. wo bas1c concepts. In the future, refer_ence service should be cons1d
" -a unified function. and. subject. spec1allzat10n a goal to be achieved In the \# -
. hiring of addltlonal reference bibliographers and in the professional grow:

of present personnel.. To provide a: unified reference servicg means to
xremove the artificial division between Doc/Ref and regular reference. .
: ’Whether it is'best to do this by shifting personnel, the' collection, or both
shotld be tested in the process of examining functional areas and departmenta
: work\flow.‘ At any- rate, the objective should be to prov1de better ut111zatmn
of the total reference collection througlt a un1f1ed serv1ce which breaks the
duallty of the present reference pattern - Yo -

Reserve Readmg and Clrculatlon pres'ently demonstrate a hlgh degree
of 1ndependence vis a vis the other areas of. Public Services.. They are
largely self-contained and\autonomous. Nor is this situation- unique to our
library} e pecially with regard to circulation: The investigation- pf their .
functional relationships should follow two lines. First, the ana1ys1s should ,
answer the question: can the work of these two units be more clésely related . \
JAf not combined? Once this issue is addressed the analysis shduld determine
whether, these functions can ‘be coordinated with the work of the reorganized -
reference function in order to bring the whole public services. area intoa, '
more orgamc relatlonshlp. The process of investigation should cons1der
the problems creéated by the physical arrangement of work unitsj dupl1cat10ns
of work, and whether some of the1r present functlons properly elong m




—_— : v _ Clew.”

'_ qublic Serviées—at all. . |

- . sy

: Tentative solutlons to resolvegthése problems/are unifylng the’
*“circulation record while keeping circulation isions re AV, Carohmana,
~ 'periodicals, and referencé in the appropriate areas; phys1cally unite

Reserve Readmg and Circulation; and/or assign members of Resérve
Readmg and Circulation unlts to reference desk time. - ‘,- } .

SUBJECE[‘ PRINCIPLE AND THE DEPARTMENTS ' .

: S . The subgect principle’ offers certain advantages by. prov;dlng a bas1s
e ' for library personnel rovvth a closer worklng re1atlonsh1p\between the
“« two library. depértments, and a. rat}onal pr1nc1ple relatmg thte hbrary to

the\(nwersuy communlty The faculty. irr a given area would be well
-~ /. apquam\tted with a F’brary facwt’ty member who would coordinate and assist
R © in selection. The library would fill its positions with subjec¢t specialists’
ik

4

. and enhance its standing in the Univergity communlty The ibrary faculty, o
- presently e would be giventan. opportunlty for personal de elopment by -
-~ becoming a subJect spec.tallst through ’experlence; if not through advanced .
' education. They would grow professmnally theough the .experience of
selectiomn, collectlon development, and cataloging monographis, ser1a1s, "
and'non- print matexk"blals.’ Some advantages of the subJect spemahst =

- orgamzatlon would pe to allow' o , L <
e N 71_. ‘ the development of a collegtal system in'which no fa|culty member’.
/ .- acts as a superv1sor : : : -
\“. ! | ) ~ =

2, the»prov1s10n of a’ broader base for the evaluatlon of work fdr '
N paromotlon and tenure.

I3 X T X . . . " - .

- ,,., Q" . : . S .
o gj .- 3. the processmg of all forms of materials to contmue regardless :
%’ “iof personnel vacancies. :

N N —-the coo‘rdination of~materia1s se1ectrion to retur'nto the tibrary. T

N o — 5, . for personnel increases’as the volume -of work requlres further
' “division of. subject spectalttles R o .
2 S s
, _ 6.  subject spec1a11sts to become more 1nvolved An acaden:uc P
v departments and thus make them aware of changes in currlculum -
. ST or subJect emphas1s > . s _ ,
a CHAIRPERSONS e o | - o

The chalrpersons of the two departme\nts w11[ have p1vota], roles m

R . [ B - ~ . 7 ‘
e o ma
. . . : L. N \
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'tha‘ new orgamzatl!on and they should demonstrate the qua11t1es descriped -

" for the coordinaters. Like the €oordinators, they will offer advice and
consultation.” Erom the foundation developed in the Interim. Period the:
chalrpersons will have established roles in the colleglal structurf," of the ..

hbrary and Snlvers1ty.

.. 1]

&

A

ELglbﬂlty and Salary--All l1brary Jaculty membe*‘s are ellglble

'to serve as chdirperson in their department. ‘The precedent of estabhshlng

" a special st1pe€d for chairpersons in the UNCC- Chem1stry Department

* should be given serious cons1dera/(1on Mbrary depta{:—t—ment cha1rpersor;s. -

'This procedure brings a number o advantages since the special ~
remuneration is vested in the posi 1‘on of chairperson not in an 1nd1v1dua1

- faculty member. Among thege are} hore flexibility in the number of terms.

. of service; easier rotation of the p(bmtlon within the department; iand the
‘basis for making a search for a chal person from outside the 11brary when
there is a vacancy or new pos1tlon W1th1n the department concomltant w1th

_ theend of the’ chalrperson s term 4

.

-

N : B
Term--The cha1rperson w1ll ‘serve a term of three years wh1ch 1s

renewabIe with the approval of the department, Director, and Chanceller, -

.+ No appolntme,nt i$ permanent nor dpes the position of chairperson rotate.

Ch-alrpersons should inform théir department and the Director at least
§ix months in advance of the end ofl their term Whether they wish to serve
another term or ‘not. In extraordlnlary situations it may be necessary to -
review and remove a cha1rperson p\rlor to the explratlon o.fjthe term of
.offlce o, , : .-} '
L ¥ v S
L - o . .
'-_Procedures for Selection--Formalized collegial procedures for the
- selectipgn, review and removal of chalrpersons rould be“developed during
the Interim. Perlod * Modes of selection could fkke the Torms:of a single
department operatlng under parhamentarx&procedures, as a committee of
the whole, or appointment of a search cormmittee consisting of faculty and
support employees. Whatever method is se’f‘%}cted every effort should be

made in the department to agree on the cholce for cha1rperson

-

Each department should recommend to the D1rector a candidate or
candidates for the position of- chairperson. " The Dlrector will concur or
dissent. in the selection, and if more than one candidate is recomimended,

. he will decide between them #and forward his recoignmendatmn to the
Chancellor for review and approval If the DLrector dlssents, he should
make an effort to obtain a consensus w1th the depai‘tment If a consensus '
cannot be reached, the recommendatlons of both the Director, with his
rationale, .and the department should be forwarded to the Chancellor for

e appomtment

’
BN .
\

°

[}

.
&+
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Cot ADMINISTRATIVE OFFICERS' R & ‘ N
SR In the context of the proposed organlzatlon, adm1n1strat1ve roles will
-+ be different than they-are presently in the h1erarch1ca1 structure since this
type of author1ty does not conform-to the partlclpatlve scheme. There are,
however, somertasks which. are,the province of the administrative officers
and sheuld be d1v1ded between them. - These should be clear]?y def1ned, 1n ‘
*writing, and known to the entire staff. The respons1b11‘1ty for specific - .
administrative tasks: must ‘also carry with it the dec1s10n—mak1ng adthority.
The Director, as flnal authority, miust be prepared to assume the added . .. o
‘role of medlator when dec1s1ons reached bycthe Ass1stant Direct\pr requ1re -
) arbltratlon. . . o - . v I
v S » A T s ! JV o
A number of possible admlnlsfratlve conflguratlons ex1st\ For 1nstance,
the d1rector and assistant dlrector could furiction as dean and ass1stant
~ dean or university librarian .ahd ass1stant for admlnlstratlpn. The€exact
'_relatlonshlps the two posrt—zons will have, their titles, and the necessary ,
. _ adJustments with rregard to the state:will be ‘worked out as an important -
b -~ -part, of the reorganlzatlon. All admmlstratlve functlons ‘must 'be analyzed

| \J - : .. along. with: other. library functlons. It is) nevertheless, poSslble to suggest
B oot number of functlons for ‘which the’ two posltlons w1ll -be. responS1b1e in

= L : relatlon to the departments and the Nlibrary 1tse1f - ! i
L : D1rector~ e e - - ~ , ;

£
l’. ) ) '

1. ﬁnal legal _espons1b1[1ty for llbrary operatlons.

| . -

j o _—

2. prlmus 1nter pares in the colleglal structure. ‘ l . . R .
3. budgetary overview of m%i-ary Jperatlons.

. o 4, “responslblhty for external hlﬁrary operatlons, e, g/‘,, hason
T L 4. . with UNCC and UNC administrative units“and with other libraries;
: and performance of the public relations function, ncompassmg
,ceremonlal activities, cult1vat1ng ‘donors, organlzlng Frlends,
. and the llke. - . "

, . -‘ ' ’ : C L. ee

" 5. - coordlnatlon and: adm1n1strat10n of long-range. planmng, evaluation . .
' and a,naly31s of library systems i consultatlpn w1th hbrary faculty R

6. ,‘ resource person for the’ Ass1stant Director and: departments in A
areas of spec1a1 competence and act1v1t1es. o . - ) N .

T. compil‘ation of the 'annual report. s

’ T B B . . N -
. . . . '

o,
Y




. Py Ui [ ] - ~ X
\ ‘ O‘v ’,7. l
- ' -18- -
L RAN . : - » H
L v Assistant D1rector St s \ s s IR
‘1. " reports to and@brlefs the Dlrector concernmg the on- going . ' )
- process of admlnletratlon within the library and pr"ov1des e
I liason and input. N e Lo ST
‘ 2. serves as a»,,resource person to the departmer}tts by gatherlng» . o
3 and afnalgam’atlng data on' d[artmental operations, B yit
s T o : . ’ . v : L, / |
U - - 3e -"ass1sts in the orgamzathn of a/nnual. report T e
H . o ‘ . i L . ‘- . .
A, Vcoordlnates and plans management sem1nars rworkshops, and
L tramlng sessions. - 3 T I R
‘ R « 5.. ass1sts in 1mp1ementatlon of l1brary plans o o o o -

4 -
. .

* 6. 1nforms the. departments of llbrary problems percelved through
' ?coordlnat1ng duties.within the llbrqarsy, and through contact w1th P
the llbrary S pubhc or UNCC and UNC adm1n1stratlon

) . ‘ l“ 'S PO
N T. - Vfac111tates and coordmates 1nterna1 1brary operatlons W1th

R A departmental chalrpersons

LIBRARY ORGA‘N IZATIONS

e

' The L1brary Faculty--The llbrarlans at UNCC have organlzed themselves‘

- in a cpllegial body, the UNCC Library Faculty. Their hylaws prov1de N i

. . for self—governance, professmnal development,, hiring, peer evaluation . \\$
) ~ for promotion and tenure, appeals, and representatlon to caanus faculty o
organizations. The participative scheme fo,r»'-orgamzmg the whote 11brary S

conforms well to the philosophy, spirit, an purpose of the colleglal
faculty governance system by eXpandlng the pl1catlon of 1ts pr1nc1p1es
- tor the entire hbfy staff. :

) ‘The mogt important 1ssue, however, 1s_what role the 11brary faculty
©  will play in the new organization.: " This is best expressed i Art1cle III of
the ""Bylaws’ of the UNCC Library Faculty ' :

'

o The lerary Faculty shall exer01se such authorlty s is
' granted to it by the Laws of the State and.of the Unlverslty -
. ‘in all matters relating to library. resources and services .
. and to the appointment and COndltm)ns of service of lerary
faculty membe;’ o :

8
»

© )
[ N

~ The purpose of the Library FacuIty shall be to recomrnend a

a:fl




,.(

N~

. pride in the members' role in the Un1vers1ty commumty, and to Encourage '
e excellence in se,rvn':es rendered to the Un1vers1ty foe g“”“' '

goals, “ebjectives, and policies for the Library andto ' |,
advise the Director and the University Adm1n1.stratlon : '
on the achievement’ thereof. ,The Library Faculty shall -
_ further endeavor to communicate to the appropriate, . S
bodies or officials the collective views of the Library R
Faculty-on matters of Unlverslty pohcy- '

-y

Support Employees Assoc1atlon--Th1s§prganlzatton is open to, any employee-
of-the library subject tosthe State Per§onnél Act The Association resulted‘.
from a desire "to promote self-esteemn among its. members, to establish -

b}

: -In’the restructured organlzatlonal scheme, the SEA w1ll serve :as a; ,.
vehlcle by wh1ch support employees may come together to discuss problems
of mutual concern and share ‘l'deas and 1nformat1on The Support Employees

As3001atlon is. the approprlate organization te formulate evaluation proceduresf' o

for the support employees in.the new. organizational scheme.

- R N
.. The SEA w1ll also: © I ' \, '- ,
1. represent ‘the v1eWs of its:membe‘rs; o I
. 2 serve as‘: forum to d1scuss and seek solutlons to problems
3; . prov1de channels of communlcatlon &

4, seek participation in polic"y-making.. ' o : T

-

Library Council--In the p'roposed" participative rg mzatlon, t.he regular

meetings of the Library Faculty and Department eads are no longer _
appropriate. However, to ensure that its functions are continued, a .
Library Council should be formed as a replacement The lerary Councll ‘
will be composed of the Executive Boards of the Support Employees
Association and the Library Faculty and the chalrpersons of both
departments who would meet regularly w1th the D1rector and A‘ss1stant

Director. SN




